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EXIT INTERVIEWS

INTRODUCTION

Understanding why your employees leave is almost as important as understanding why they stay. Some would say it is even more important. An employee’s real reasons for leaving can be revealed in exit interviews. In the most straightforward terms, an exit interview is simply a means of determining the reasons why a departing employee has decided to leave an organization is a survey that is conducted with an employee when he or she leaves the company. The information from each exit interview is used to provide feedback on why employees are leaving, what they liked about their employment and what areas of the company need improvement. Exit interviews are most effective when the data is compiled and tracked over time. 

IMPORTANCE OF EMPLOYEE SATISFACTION

There is substantial academic and business literature demonstrating the importance of employee satisfaction in building loyalty to an organization and, by extension, reducing employee turnover. In this case, turnover is defined as an employee’s voluntary decision to leave an organization, thereby representing an exercise of choice on the part of the employee and reflecting some form of decision process on the part of the employee.

Overall, there are three key reasons why employee retention should be seen as having broader business implications, rather than simply being a concern of HR alone:

1. Turnover is expensive, including both tangible and intangible costs, with estimates of the costs of turnover ranging from 50% - 200% of an employee’s annual salary. 

2. Excessive employee turnover is often cited as a key barrier to high quality service. 

3. Turnover reduces the productivity of an entire work unit/team, particularly as a result of uncompensated extra workloads, the stress and tension caused by turnover and, as a result, a decline in corporate morale.

The costs of employee turnover can be estimated in a number of ways, depending on whether the calculation includes both direct and indirect costs.  The direct costs of turnover include separation and replacements costs as follows:

Separation costs

· Severance costs 

· Unemployment insurance premiums 

· Outplacement fees.

Replacement costs

· Advertising costs 

· Training costs 

· Interviewing time 

· Pre-employee assessments 

· Relocation costs.

Indirect costs include the harder-to-measure variables such as the loss in organizational knowledge and skills, reduced corporate growth through lower productivity and the negative impact on organizational commitment that frequent turnover can have among the employees who stay at the organization. These indirect costs can often be greater than the direct costs of turnover.

THE MAIN REASONS FOR LEAVING
In traditional internal face-to-face exit interviews, “better pay” and “better job opportunity” are often the main reasons cited for leaving the organization. However, relying on the information gathered in this way can be misleading, since, in this type of interview situation, employees are often reluctant to identify the true causes for their decision to resign and tend to provide more “socially acceptable” reasons for leaving.

This is not to suggest that pay has no influence over an employee’s decision to leave. Rather, this issue emphasizes the need to be sensitive to both “push” and “pull” factors that may have influenced the employee’s decision.

In order to collect the most effective information from departing employees, employers need to recognizes the need to provide departing employees with a forum that makes them comfortable revealing the full range of factors that led to their resignation and encourages them to give an honest critique of the expectations, conditions and requirements of their jobs.  With the use of an exit survey system that effectively canvasses the opinions and attitudes of departing employees, a wide range of operational, organizational and personal variables affecting the decision to leave are likely to be uncovered.  It is this information that is essential to highlighting the areas of perceived deficiency in the organization’s working environment and can then be used to plan effective retention strategies and actions.

When exit interviews are conducted in this way and summarized across a wide range of organizations and job types, the main reasons for leaving can be categorized into five primary “themes”…

Career opportunities, including:

· Perceived opportunity for advancement 

· Presence and/or clarity of development plan.

Enjoyment of the work, including:

· How well work utilizes skills 

· “Fit” with job 

· Work/life balance.

Corporate leadership, including:

· Clarity and strength of vision and mission 

· Management style 

· Overall perception of leadership 

· Level of respect and support received.

Availability of training, including:

· Opportunity to learn new skills/develop new talents 

· Corporate commitment to training and development 

· Keeping up with latest technology.

Compensation/rewards, including:

· Base/variable pay 

· Benefits 

· Recognition of contributions 

· Communication regarding performance.

Based on this analysis of the reasons for leaving and in conjunction with the unfolding model of turnover, it should be recognized that, in many cases, the organization has at least some influence over the employee’s decision to voluntarily give up a job.  In fact, when all reasons for leaving are categorized in terms of the employer’s impact on the decision to stay or go and the employee’s own level of control over the decision, more than 50% of the reasons for leaving are within the control of both the employer and the employee.  These reasons for leaving include both the longer-term concerns and problems that can lead to a gradual decrease in satisfaction as well as the more immediate work-oriented “shocks” that can prompt previously-satisfied employees to rethink their commitment to the organization and, ultimately, leave their jobs.

From this analysis, it is clear that organizations should seriously consider what strategies and policies are in place to reduce turnover and retain valuable employees. Since a large proportion of turnover appears to be avoidable, it is imperative for organizations to determine how best to intervene and thereby prevent at least some degree of turnover.


THE VALUE OF EXIT SURVEYS

A structured system of exit surveys can play an integral role in a well-planned programme of employee satisfaction and work climate research.  Some useful principles for planning an exit survey system include being:

· Universal – interviewing all voluntary departures provides a more complete understanding of turnover. 

· Standardized – using a core set of consistent questions ensures comparability throughout the organization and across time. 

· Comprehensive – including feedback on the work environment in addition to reasons for leaving increases usefulness in determining strategies to reduce turnover. 

· Independent – minimizing the discomfort in revealing the true reasons for leaving improves the reliability of the results. 

· Available – encouraging centralized access to the findings increases the likelihood of taking action. 

· Monitored – setting targets for reduction in turnover through planned strategies helps to ensure that the investment made in exit surveys is put to its maximum use.

MAKING EXIT INTERVIEWS MORE VALUABLE
Effective exit interviews uncover hidden truths to make a difference in employee retention.

Exit interviews, if conducted well, provide an excellent opportunity for companies to gain insights into employees’ perceptions of the organisation, underlying workplace issues and managerial leadership.

A major employer in West Asia was losing top employees at an alarming rate. Initially, the company’s HR manager thought that the company was the victim of a competitor hired search firm bent on cannibalising its key employees. However, after conducting a dozen exit interviews with the help of an outside agency, HR officials discovered a very different reason for the exits. None of the exiting employees could tolerate working with a particular person, the assistant director of the finance department. Quitting the organization was a brighter option.

As a result, the company instituted procedures to get more feedback from employees, and designed training programmes for managers with deficiencies.

To overcome similar problems and make exit interviews effective, they should be:
· Conducted by a neutral third party 

· Well timed 

Neutral third party: Exiting employees may speak more freely if a neutral, outside agency, conducts the interview. If the interviews are conducted in-house, the assignment should be rotated among managers so that a variety of interpretations can be gathered. 
Good timing: Schedule the interview about a week after the employee exits. The last day on the job is usually too hectic and emotional for exiting employees to evaluate their experience fairly. After a few days have lapsed, employees will be far more willing to talk calmly, candidly and objectively. Waiting more than ten days for the exit interview tends to have the reverse effect. For terminated employees, wait for 60 days as they have to the decision in perspective and be more objective in their responses. Further, morning is the best time to conduct exit interviews, as people tend to feel brighter and usually have more to say then. 

Some of the open-ended questions the HR managers could ask exiting employees include:
· What could be done differently here? 

· Would it have made any difference? 

· Why did you decide to leave? 

· What suggestions do you have for us? 

Since the exit interview is an opportunity for the employee to open up and air his views or grievances, employers need to:

· Listen for common complaints. : Research suggests that employees rarely leave simply for more money. Usually there is some overall dissatisfaction with the workplace too. The exit interview must delve to uncover unmet needs. 

· End on a positive note: HR managers should make a point to thank exiting employees for their participation in organizational activities. 

· Analyse the interview data: Evaluate interview responses to determine if new policies or changes will improve the company.

Uncovering why the employee is leaving can prove invaluable and benefit the company.
Exit interviews can also serve the following purposes:
Rule out discrimination. It would make management aware of any discrimination problems. In an organization, the trend during exit interviews pointed towards blatant discrimination of women and minorities. They were quitting the organization, as there was total lack of promotion opportunities.
Uphold a competitive workforce. Retiring star performers can always be evaluated for their interest in continuing their association with the organization. One organization used this effectively and managed to convince most of their retiring employees to continue on a part-time or temporary basis.
Identify strengths and weaknesses. Another organization found out that many of its departing employees criticized their low salaries. On the other hand, they were all in praise of their flexible benefits programme. Companies can identify their strong points while recruiting and retaining employees.
External factors vs. internal problems.  A group of hotels realized that managers leaving their organization were leaving the industry altogether. They found this out when the chain of hotels was trying to assess stress-related and burnout-related problems. 
Caveat
Exit interviews are not always hundred percent reliable. Some employees are reluctant to put forth the real reason behind their departure. Especially if the organisational policies or culture are the reason for they leaving, they would be all the more cautious. They would not want their employees to be upset lest that would be reflected in the references.

What kind of information should employer look for in an exit interview?
Information that would help the employer on the hiring end: The feedback given by employees leaving an organization, help the company hire better and avoid repeating mistakes. Sometimes, the company hires over qualified people for a position. So when the employee gives a feedback on such things, the company can rectify such errors in the next phase of hiring.
On several occasions, employees leave due to better packages in another company. This helps companies to restructure their compensation packages.
Employers today, have been taking proactive steps like talking to employees if they hear that they intend quitting in the near future. Cross-functional training and on-the job counselling are some effective ways to retain employees 

STRESS FREE EXIT INTERVIEWS
A successful exit interview enabling HR to gain meaningful employee insights 
After working a few years in one company, employees tend to feel stagnated. Stagnation results in job dissatisfaction, especially among highly talented executives. This may lead to employee turnover and the time to conduct exit interviews, which are dreaded both by the management and the employees.
After a long stay in Solutionssoft, a Hyderabad based company, Sethuraman, the finance manager of the company decided to call it quits. He felt that it was taking him a long time to achieve his professional goals and that the company took long to appreciate and promote employees for their work. As he was leaving the company, the exit interview proved to be one of the most difficult phases in his career.
Exit interviews are designed to help former employers ascertain reasons behind an employee’s decision to leave. Experts suggest that employers and the employees should be prepared for this stage. 
Raghuraman, Vice President Human Resources at Explore Design India, has developed an exit interview form that allows employees to write down the key points they wish to address at the interview stage. The form includes reasons for leaving, suggestions for improving the work place and what the employee has learnt from the company during his stay.
Information collected at the exit interview stage helps employers successfully retain the remaining employees in the company. 
GUIDELINES FOR DETERMINING THE EXIT INTERVIEW CONTENT

As with all questionnaires, it is important to strike the right balance between information needs and survey length when putting together an exit survey instrument. There are six key guidelines that should be kept in mind to help ensure that the end result is a useful and effective survey:

1. Do not focus solely on the employee’s reasons for leaving – although this is extremely important information, it is also critical to include broader measures about the employee’s attitudes and experiences so as to help identify the issues and concerns that may not surface when asking about reasons for leaving.

2. Ensure that there is more than one way for employees to express their reasons for leaving – including several open-ended questions for them to include their own comments – so as to get a full perspective on the decision to leave.

3. In order to get beyond a focus on the decision itself, incorporate key attitudinal measures such as the employee’s satisfaction with the job itself, an assessment of the organization’s work culture and effectiveness of its various lines of communication, how well the employee’s job responsibilities were defined, perceived opportunities for advancement and the employee’s perspective on the amount of training, feedback and recognition received.

4. Recognize that, for maximum effect, any exit survey system needs to be implemented consistently and in such a way as to encourage employees to share their opinions as honestly and candidly as possible.

5. Incorporate the ability to examine results not only on the basis of individual results but for the organization as a whole, as well as on the basis of the relevant diagnostics, such as region, department or manager.

6. Remember that there is an important distinction to be made between idiosyncratic reasons for leaving, over which the organization has little control, and systemic reasons for leaving, over which the organization can exercise substantial control.

THE FORMATION OF AN EFFECTIVE RETENTION MANAGEMENT PROGRAM

In general, then, the management of turnover will have the greatest organizational benefit when it is targeted at encouraging the retention of valued employees and facilitates the replacement of less effective employees with more effective staff. Although each organization needs to assess the patterns of turnover for its own particular circumstances, there are some general policies to consider that have been shown to improve satisfaction and, in return, reduce the level of turnover that should be part of any formal employee-retention program:

1. Establish and maintain both the practice and the impression of fair treatment of all employees, so as to help foster a positive, consistent and reassuring work environment.

2. Ensure that senior management and immediate supervisors demonstrate their own sense of commitment to the organization.

3. Emphasize the need for a close match between the personality/work style of prospective employees with the organization’s culture as well as providing prospective employees with realistic job previews – there is evidence to suggest that newcomers to an organization who leave within the first few years may have a different commitment propensity at the time they join the organization than do those employees who stay. A more thorough assessment of an employees’ past experience and reasons for leaving their last job may help identify employees who are more likely to feel a stronger sense of organizational commitment in the long run.

4. Properly incorporate new employees into the organization and manage their expectations and initial experiences with the organization – in fact, a large financial services firm found that it could effectively reduce turnover among new hires by deliberately improving the process of socializing new employees into the corporate culture, particularly through the use of mentoring.

5. Communicate realistic and attainable expectations of performance to all employees, so as to avoid the potential for “shock” and the development of dissatisfaction.

6. Give positive and constructive feedback on a regular basis, including through both formal job performance reviews and informal channels of communication with employees, as well as ensuring that viable reward and recognition programs are used to motivate all employees.

7. Offer clear-cut opportunities for job enhancement, advancement and career development.


HOW ARE EXIT INTERVIEWS CONDUCTED? 

The exit interview may be conducted through a variety of methods. Some of the methods include: in-person, over the telephone, on paper, and through the Internet such as with Nobscot's WebExit, exit interview management system. 

Pros and Cons of each method of Exit Interviewing 

In-Person Exit Interviews 

With in-person exit interviews an HR representative meets individually with each terminating employee. 

Pros 

· Can provide information regarding benefits and retrieve company property during the exit interview 

· Gives a personal touch to each employee 

· Can probe for more information on each exit interview question

Cons 

· Employees may be afraid to share sensitive or negative information during an in-person exit interview 

· For larger companies, it may be too time consuming to exit interview every employee 

· It's difficult to track information received verbally during an exit interview 

Telephone Exit Interviews 

Telephone Exit Interviews are conducted over the telephone by an HR Representative or an outside third party consultant. 

Pros 

· Can probe for more information on each exit interview question 

· Enter data into a tracking system while conducting the exit interview 

· Easier to schedule than in-person exit interviews 

Cons 

· Time consuming if done in-house by an HR Representative 

· Expensive if done with an outside consultant 

· Employees often reluctant to verbally share sensitive or negative information 

Paper and Pencil Exit Interviews 

Paper and Pencil Exit Interviews are usually conducted by a form that is given to the employee on their last day or mailed to the employee's home. 

Pros 

· Takes less time to provide an exit interview form compared with conducting an in person or phone exit interview 

· Employees can share information on paper that they may be reluctant to say in person 

Cons 

· Return rates for Exit Interview Forms average just 30-35% 

· Difficult and time consuming to compile and track the data from paper and pencil exit interviews 

Online Exit Interview Management Systems 

Pros 

Employee self-service so easy for HR to administer 

· Employees comfortable sharing information by computer so more honest responses 

· Information automatically compiles and tracked 

· Reports available at a click of a button 

· Participation rates (for WebExit customers) double that for paper and pencil exit interviews 

According to a study by the Society of Human Resource Management, over 90% of companies conduct exit interviews. Exit interviews are one of the most widely used methods of gathering employee feedback. 

Tips to make exit interviews pleasant both for the employers and the employees: 
1. Be professional
2. Positive experience 
3. Deal with facts not with opinions
Be professional: No matter how bad an experience the stay in the company was for both parties, it is important for them to remain professional during the interview. More importantly for the employee since he would need the company to give a positive feedback to prospective employers. It is best to avoid demeaning conversations and negative feedback at this point. They do not serve any purpose to either party. Even if the employer is happy that an employee is leaving the company, he should refrain from stating it.
Positive experience: Both the parties should necessarily have something nice to say about the other. If there isn’t anything nice to say, civility should be maintained. Remember, the exit interview should be a positive experience. It does not have to be hostile. Honesty is the best policy. The purpose of conducting exit interviews is to improve the company’s existing operating conditions. Employers could use honest feedback given by the employee for future improvements. Such feedback given by the employer at the time of exit is also useful to the employee to improve himself in future.
Deal with facts not with opinions: Exit interviews should necessarily deal with facts and not opinions and emotions. This would only lead to personal arguments instead of a constructive feedback from both parties.
Exit Interviews Versus Employee Satisfaction Surveys 

One of the benefits of exit interviews over employee satisfaction surveys is that exit interviews are conducted when an employee is leaving. This diminishes the urgency in which a company must act on the feedback provided in the exit interview. With employee surveys, it's imperative to act on the results of the employee satisfaction surveys as quickly as possible. Once you provide employees the opportunity to tell you where the problems are, they expect immediate action on those problems. With exit interviews, you have a greater opportunity to review the data and look for trends over time. Employers can take action on problem areas as they see fit without causing further concern among employees. 

Post Employment Exit Interviews 

One of the newest fads is conducting the exit interview after the employee has been gone from the company for 3 or 6 months. The theory behind this exit interview strategy is that employee will have a better perspective on things once he or she has had a chance to reflect on his or her employment. Therefore, the employee is expected to provide more valuable information in an exit interview if it is held six months after employment. In research that Nobscot has conducted, this theory has yet to hold up. The majority of companies that have tried these kinds of Post-Employment exit interviews found that the results were similar to the exit interviews conducted immediately upon termination. Additionally, it's difficult and time consuming to reach employees this far after employment has discontinued. 

Generally, you can expect to get the most valuable information by conducting the exit interview a few days before or after an employee leaves the company. The employee's employment experiences are fresh in his or her mind and the employee is usually happy to express their final thoughts before leaving the company.

How to Improve Exit Interview Participation Rates

Exit interviews are one of the best ways to get true and honest feedback from employees. The downside is that it takes time to build up a significant amount of data. Increasing your participation rate can help you get greater amounts of actionable information quicker. What is a Good Participation Rate Research shows that the average response rate for paper and pencil exit interviews is approximately 30-35%. That means that a company with 2000 employees and 15% turnover rate would expect to receive about 100 completed exit interviews per year. At this participation level the organization is getting exit feedback from just 5% of the total employee population. With just a little extra effort, you should be able to double that response rate. Sixty-five percent (65%) or better is a good goal for exit interview participation. This can be accomplished with exit interviews completed by paper and pencil, a web based online system or by telephone.

Measuring your Participation

To measure response rate, divide the number of completed exit interviews by the number of employees to whom you requested complete an exit interview. Ideally the second number should equal the total number of terminations but for practical reasons this is generally not the case. As an example, if you have 125 completed exit interviews out of 300 that you asked to complete an exit interview, your participation rate would be 125 / 300, which equals .416 or 41.6%. It is important to make sure you have a good method in place to track this kind of participation. At a minimum, you want to track participation rate at the start of an improvement project and then periodically thereafter. A more ideal scenario is to keep a running average that you can refer to regularly. This real-time number immediately alerts you to a fall off (or increase) in participation. An online exit interview management system should do this for you automatically.

Large companies might want to track participation rates separately for subsidiaries, large divisions or geographic regions. Small to mid size companies can generally benefit from one total participation rate for the organization.

Analyzing Your Process

If you decide that your participation rate could stand improvement, the next step is to analyze your current exit interview process. The two most important areas for review are:

Why employees choose not to complete the exit interview

Logistical problems preventing human resources from getting the information to employees in a timely and effective manner

Employees Not Completing Their Exit Interview

Some of the reasons that employees choose not to complete exit interviews are:

- The exit interview is too long

- The exit interview questions are confusing or personally invasive

- The employee does not believe that it will be read or make a difference

- The employee is afraid of repercussions

- The employee is angry with the company

- The employee procrastinates or forgets

- The process is difficult or uncomfortable

If you are using an exit interview survey with rated questions, 35-60 questions is about the right survey length. More than 60 questions begin to feel long and uncomfortable for the employee. If you surpass 70 questions, you should be prepared for higher numbers of uncompleted exit interviews. Review your questions for simplicity. Put yourself in the employee’s shoes and ask yourself how you would feel answering the questions. Avoid a lot of questions that ask for feelings and emotions. Many employees are not in tune with their feelings (or if they are they may not want to share them with you). It is a lot easier for an employee to rate the effectiveness of a process rather than how they feel about the process.

Employees will not complete their exit interviews if they believe that the feedback they provide will not be read or will be promptly ignored. It is important to let employees know that you value their feedback. When you do make improvements based on suggestions from exit interviews, don’t be afraid to tell employees where the idea came from. Over time, employees will learn that you do listen. Once this becomes a part of the corporate culture, you can be assured of lots of open and honest ideas, suggestions and critiques. Also be clear with employees that honest feedback will not result in repercussions. Statements made on an exit interview should never be used to prevent future eligibility for re-hire. There are many supposed experts that tell employees not to be honest on their exit interview or not to complete one at all. They claim that companies use this information against the employees. Human Resource professionals know that this is nonsense however they still must battle this unfounded perception.

Employees that are angry with the company may feel they don’t want to help by participating in the exit interview. These employees can be encouraged to vent their anger in the exit interview. Many of these angry employees are thrilled with the chance to have their voice heard and particularly if they know that it will be heard by senior management. A clean and simplified process is also important. Whether it is web-based or paper and pencil, the form should be laid out nicely with an intuitive and easy to understand survey form.

Exit Interview Feedback Ignored

Employees will not complete their exit interviews if they believe that the feedback they provide will not be read or will be promptly ignored. It is important to let employees know that you value their feedback. When you do make improvements based on suggestions from exit interviews, don’t be afraid to tell employees where the idea came from. Over time, employees will learn that you do listen. Once this becomes a part of the corporate culture, you can be assured of lots of open and honest ideas, suggestions and critiques.

Repercussions From Honest Feedback

Also be clear with employees that honest feedback will not result in repercussions. Statements made on an exit interview should never be used to prevent future eligibility for re-hire. There are many supposed experts that tell employees not to be honest on their exit interview form or not to complete one at all. They claim that companies use this information against the employees. Human Resource professionals know that this is nonsense, however, they still must battle this unfounded perception.

Angry Employee Feedback

Employees that are angry with the company may feel they don’t want to help by participating in the exit interview. These employees can be encouraged to vent their anger in the exit interview. Many of these angry employees are thrilled with the chance to have their voice heard – particularly if they know that it will be heard by senior management.

A clean and simplified process is also important. Whether it is web-based or paper and pencil, the exit interview form should be laid out nicely with an intuitive and easy to understand survey form.

Identifying Logistical Problems in the Exit Interview Process

Logistical problems are the second major area for review. There are generally weak links in any process and exit interviews are no exception. Your examination should include the whole chain of events that begins when an employee gives notice and ends when the employee submits the exit interview.

You can begin to audit your process by finding out the following information:

- How do employees generally give notice of their intent to terminate?

- Who is the first person notified and how much notice is usually given?

- Who tells the Human Resource division and how? How soon after notice is given is HR notified? Who in HR is notified first?

- Who is responsible for initiating the exit interview? When is this person(s) notified of employee terminations?

- How is the employee notified of the exit interview? By whom? What method? When?

- Is there clear ownership in Human Resources of the exit interview process? Do those involved in the process understand the importance and urgency of the exit interviews?

- What is the employee told about the exit interview? In what ways are they encouraged to complete the exit interview?

Are employees told more than one time and in more than one way?

- Is the exit interview easy to complete?

- When and where will the employee complete the exit interview? Is there easy access to necessary resources?

- Does the employee have privacy in which to complete the exit interview if they are completing it at work?

- Are supervisors and managers supportive of the exit interview process? Are they fearful about receiving negative feedback from employees? Are you relying on fearful supervisors to relay information about the exit interview to employees?

- Is it easy for employees to submit their exit interviews?

- Review each of the above audit questions and take a hard look at your process. Determine what you can do to improve on each of these areas.

Audit Your Exit Interview Process

You can begin to audit your exit interview process by finding out the following information.

· How do employees generally give notice of their intent to terminate? 

· Who is the first person notified and how much notice is usually given? 

· Who tells the Human Resource division and how? How soon after notice is given is HR notified? Who in HR is notified first? 

· Who is responsible for initiating the exit interview? When is this person(s) notified of employee terminations? 

· How is the employee notified of the exit interview? By whom? What method? When? 

· Is there clear ownership in Human Resources of the exit interview process? Do those involved in the process understand the importance and urgency of the exit interviews? 

· What is the employee told about the exit interview? In what ways are they encouraged to complete the exit interview? Are employees told more than one time and in more than one way? 

· Is the exit interview easy to complete? When and where will the employee complete the exit interview? Is there easy access to necessary resources? 

· Does the employee have privacy with which to complete the exit interview if they are completing it at work? 

· Are supervisors and managers supportive of the exit interview process? Are they fearful about receiving negative feedback from employees? Are you relying on fearful supervisors to relay information about the exit interview to employees? 

· Is it easy for employees to submit their exit interviews?

Review each of the above audit questions and take a hard look at your exit interview process.

Determine what you can do to improve each of these areas. After you finish your review, you can start to make improvements immediately.

Re-Measure

Some of the changes that you make will provide a noticeable improvement in participation rates very quickly. Others will require more time to effectively pervade the company culture.

Re-measure your participation rates at 3-month, 6-month, 9-month and 12-month point. By the 12-month mark you should expect to see a dramatic improvement in your exit interview participation rates. This means more data that can be used to limit turnover and increase employee retention

EXIT INTERVIEWS AND KNOWLEDGE TRANSFER

The days, weeks (or months in some cases) between the decision for the employee to leave, and the employee's actual departure date offer a crucial opportunity for the organization to gather important information and knowledge from the employee. This is especially relevant in roles where the employee has accumulated a significant amount of knowledge and personal connections, as typically applies in sales and buying roles, and obviously business unit management. The knowledge of the departing employee commonly has immense value, and the recovery of it is often overlooked altogether by the organization, until the employee has departed, or more likely been hurried out of the door holding the contents of their desk in a cardboard box. 
When any employee resigns, or a decision is made for a person to leave for any reason, always ask: Should we spend some time thinking about how to enable some sort of knowledge transfer? In other words, if we place a value on the knowledge that the departing employee holds, isn't it worth thinking about how to enable this knowledge to be passed to the appropriate people remaining in the organization?
Instead of course all too often, senior management's response to all the head-scratching after a vital person has left, is to rationalize the loss of information (and vital personal contacts often) with the old cliché, "No-one is indispensable". The adage might ultimately be true, but that's not really the point. The fact is that most people who leave do actually possess useful (often critical) knowledge and experience. Moreover most departing employees are delighted to share this knowledge, to help a successor, or to brief a management team, if only the organization would simply ask them politely to do so (assuming their exit is handled decently of course, which the exit interview helps to enable).
This is another good reason for thinking properly about the exit procedure, and for properly organizing some form of exit interview process. 
So much depends of course on the atmosphere surrounding the departure. Often, particularly in sales, there is suspicion and imagined threat on both sides, which rather weakens the chances of a helpful hand-over. This mistrust should be diffused - it really does nobody any good. In an ideal world the leaver should be encouraged and enabled (and arguably rewarded if necessary) to hold a briefing meeting, which all interested parties (and certainly the person's replacement if possible) can attend and learn what they need to know. I would urge you to take a more open constructive view.

 There are some suggested enabling questions below. 
For organizations large and small, exit interviews therefore provide lots of advantages and opportunities:
Exit interviews aims and outcomes

· They provide an opportunity to 'make peace' with disgruntled employees, who might otherwise leave with vengeful intentions. 

· Existing employees see exit interviews as a sign of positive culture. They are regarded as caring and compassionate - a sign that the organization is big enough to expose itself to criticism. 

· Exit interviews accelerate participating managers' understanding and experience of managing people and organizations. Hearing and handling feedback is a powerful development process. 

· Exit interviews help to support an organization's proper HR practices. They are seen as positive and necessary for quality and effective people-management by most professional institutes and accrediting bodies concerned with quality management of people, organizations and service. 

· The results and analysis of exit interviews provide relevant and useful data directly into training needs analysis and training planning processes. 

· Exit interviews provide valuable information as to how to improve recruitment and induction of new employees. 

· Exit interviews provide direct indications as to how to improve staff retention. 

· Sometimes an exit interview provides the chance to retain a valuable employee who would otherwise have left (organizations often accept resignations far too readily without discussion or testing the firmness of feeling - the exit interview provides a final safety net). 

· A significant proportion of employee leavers will be people that the organization is actually very sorry to leave (despite the post-rationalisation and sour grapes reactions of many senior executives to the departure of their best people). The exit interview therefore provides an excellent source of comment and opportunity relating to management succession planning. Good people leave often because they are denied opportunity to grow and advance. Wherever this is happening organizations need to know about it and respond accordingly. 

· Every organization has at any point in time several good people on the verge of leaving because they are not given the opportunity to grow and develop, at the same time, ironically, that most of the management and executives are overworked and stretched, some to the point of leaving too. Doesn't it therefore make good sense to raise the importance of marrying these two situations to provide advantage both ways - i.e., facilitate greater delegation of responsibility to those who want it? Exit interviews are an excellent catalyst for identifying specific mistakes and improvement opportunities in this vital area of management development and succession. 

· Exit interviews, and a properly organised, positive exit process also greatly improve the chances of successfully obtaining and transferring useful knowledge, contacts, insights, tips and experience, from the departing employee to all those needing to know it, especially successors and replacements. Most leavers are happy to help if you have the courage and decency to ask and provide a suitable method for the knowledge transfer, be it a briefing meeting, a one-to-one meeting between the replacement and the leaver, or during the exit interview itself. 

Exit interviews are best conducted face-to-face because this enables better communication, understanding, interpretation etc., and it provides far better opportunity to probe and get to the root of sensitive or reluctant feelings. However, postal or electronic questionnaires are better than nothing, if face-to-face exit interviews are not possible for whatever reason (although I remain to be convinced that there is never a proper excuse for not sitting down for 30 minutes with any departing employee...)
In some cases perhaps a particularly shy employee may prefer to give their feedback in a questionnaire form, in which case this is fine, but where possible, face-to-face is best.
In terms of managing the interview, listen rather than talk. Give the interviewee time and space to answer. Coax and reassure where appropriate, rather than pressurize. Interpret, reflect and understand (you can understand someone without necessarily agreeing). Keep calm, resist the urge to defend or argue - your aim is to elicit views, feedback, answers, not to lecture or admonish. Ask open 'what/how/why' questions, not 'closed' yes/no questions, unless you require specific confirmation about a point. 'When' and 'where' are also more specific qualifying questions, unless of course they are used in a general context rather than specific time or geographic sense. 'Who' should be used with care to avoid witch-hunts or defamatory risks (moreover many exit interviewees will be uncomfortable if asked to name people or allocate personal blame - exit interviews are not about 'blame', the allocation of which is not constructive and should be avoided for anything other than very serious complaints or accusations, which must then be suitably referred as follow-up would be beyond the normal exit interview remit.
Prepare your exit interview questions and topics that you'd like to explore, especially when you believe that the interviewee has good experience, appreciation and understanding.
Take notes and/or use a prepared questionnaire form.
Importantly, see also the job interviews page for interviews techniques, which relate to exit interviews too. Remember simple planning aspects such as arranging a suitable time and place, avoiding interruptions, taking notes, preparing questions, being aware of the body-language and feelings of the interviewee and adjusting your own approach accordingly, etc.
Obviously the style of exit interview is different for someone who is being asked to leave, retiring, being made redundant, dismissed, or leaving under a cloud, compared to an employee leaving whom the organization would prefer to retain. However everyone who leaves should be given the opportunity of an exit interview, and the organization can learn something from every situation. In certain situations (where appropriate) the exit interview also provides a last chance to change a person's mind, although this should not be the main aim of the exit interview situation.
When the interview is complete say thanks and wish the interviewee well. If there is some specific checking or follow-up to do then ensure you do it and report back accordingly.
After the interview look at the answers and think properly - detached and objective - about what their meaning and implications.
Take action as necessary, depending on your processes for analyzing and reporting exit interview feedback. If there's an urgent issue, or the person wants to stay and you want to keep them, then act immediately or the opportunity will be lost. 

Exit interviews - responsibilities, process and outcomes

Participation in exit interviews by the employee leaving is voluntary. Do not compel departing employees to attend exit interviews. Offer a questionnaire form alternative, which again must be voluntary.
You cannot compel a departing employee to give you knowledge that is in their head, although the return of files, paperwork and material is normally something that an employer rightfully can insist happens. In any event, a positive constructive, grown-up approach is the best assurance of a happy outcome and an optimal transfer of knowledge and contact names, etc., should this be helpful, which often it will be.
If you hear any of your people using the ridiculously confrontational maxim " No-one is indispensable.” as a defense for not bothering to gather important knowledge from a departing employee it probably suggests that all opportunities for a cooperative hand-over have yet to be explored, so encourage people to explore them, or go explore them yourself.
Ideally the organization should have a documented policy stating how exit interviews happen, when, and by whom. Some organizations hand the responsibility to a skilled interviewer in the HR or Personnel department. Alternatively line-managers or even supervisors can conduct the interviews. Interviewers need to be trained to interview, just as for normal job interviews. All types of interviews are sensitive emotional situations, which require ability and maturity to manage properly, especially if interviewees are anxious or volatile.
In large organizations HR or Personnel department should be responsible for designing the process, issuing guidelines and documentation, collecting results data, analyzing and reporting findings, trends, opportunities and recommendations, especially including anything relating to health and safety, or employment law and liability.
If you design a questionnaire or exit interview form which will be used as an input document towards central analysis it is a good idea to convert questions wherever practicable into a 'scoreable' and/or multiple-choice format, which makes analysis far easier than lots of written opinions.
Actions resulting from exit interview feedback analysis, in any size or type of organization, fall into two categories:
· Remedial and preventative, for example improving health and safety issues, stress, harassment, discrimination., etc. 

· Strategic improvement opportunities, for example improved induction, management or supervisory training, empowerment or team building initiatives, process improvement, wastage and efficiencies improvements, customer service initiatives, etc. 

The head of HR or Personnel would normally be responsible for raising these issues with the board or CEO, and the conversion of exit interview feedback into action is a critical factor in justifying and maintaining a serious priority and operation of the process.

For many organizations, exit interviews provide a major untapped source of 'high-yield' development ideas and opportunities. Use them.

SAMPLE EXIT INTERVIEW QUESTIONS

These questions can be used in face-to-face exit interviews, or to compile exit interview proforma questionnaires or electronic feedback forms.
If using these questions to compile forms to be used for large scale analysis take care to format the questions into a format which can be analysed numerically, as far as is reasonable (certain questions and answers will always be difficult to format in this way, for example the 'how do you feel about...?' and open-ended questions seeking ideas and suggestions - such questions and can only be analysed and reported 'by exception' when something of particular note crops up, or of a particular recurring theme is spotted).
In face-to-face interviews particularly, use the word 'why' if you want to probe, especially if the first answer is vague or superficial. Questions beginning with 'what' and 'how' are better for getting people to think and convey to you properly and honestly about their views. Some of these questions samples are more suitable for management employees, although always give people at all levels the chance to comment on issues normally 'above' their remit - you'll be surprised at how informed and insightful people can be. These questions examples are not in a sequential process, although broadly there is a logic to the order of the types of questions. There are lots more questions here than you would normally ask in a typical exit interview. Pick the questions that are most relevant to the leaving circumstances, the interviewee and your organization situation.
· Tell me about how you've come to decide to leave? 

· What is your main reason for leaving? 

· What are the other reasons for your leaving? 

· Why is this important, or so significant for you? 

· Within the (particular reason to leave) what was it that concerned you particularly? 

· What could have been done early on to prevent the situation developing/provide a basis for you to stay with us? 

· How would you have preferred the situation(s) to have been handled? 

· What opportunities can you see might have existed for the situation/problems to have been averted/dealt with satisfactorily? 

· What can you say about the processes and procedures or systems that have contributed to the problem(s)/your decision to leave? 

· What specific suggestions would you have for how the organization could manage this situation/these issues better in future? 

· How do you feel about the organization? 

· What has been good/enjoyable/satisfying for you in your time with us? 

· What has been frustrating/difficult/upsetting to you in your time with us? 

· What could you have done better or more for us had we given you the opportunity? 

· What extra responsibility would you have welcomed that you were not given? 

· How could the organization have enabled you to make fuller use of your capabilities and potential? 

· What training would you have liked or needed that you did not get, and what effect would this have had? 

· How well do think your training and development needs were assessed and met? 

· What training and development that you had did you find most helpful and enjoyable? 

· What can you say about communications within the organization/your department? 

· What improvements do you think can be made to customer service and relations? 

· How would you describe the culture or 'feel' of the organization? 

· What could you say about communications and relations between departments, and how these could be improved? 

· Were you developed/inducted adequately for your role(s)? 

· What improvement could be made to the way that you were inducted/prepared for your role(s)? 

· (For recent recruits of less than a year or so:) What did you think about the way we recruited you? How did the reality alter from your expectations when you first joined us? How could we have improved your own recruitment? How could your induction training have been improved? 

· How could you have been helped to better know/understand/work with other departments necessary for the organization to perform more effectively? 

· What can you say about the way your performance was measured, and the feedback to you of your performance results? 

· How well do you think the appraisal system worked for you? 

· What would you say about how you were motivated, and how that could have been improved? 

· What suggestion would you make to improve working conditions, hours, shifts, amenities, etc? 

· What would you say about equipment and machinery that needs replacing or upgrading, or which isn't fully/properly used for any reason? 

· What can you say about the way you were managed?... On a day to day basis?....... And on a month to month basis? 

· How would you have changed the expectations/objectives/aims (or absence of) that were placed on you? ...... And why? 

· What, if any, ridiculous examples of policy, rules, instructions, can you highlight? 

· What examples of ridiculous waste (material or effort), pointless reports, meetings, bureaucracy, etc., could you point to? 

· How could the organization reduce stress levels among employees where stress is an issue? 

· How could the organization enabled you to have made better use of your time? 

· What things did the organization or management do to make your job more difficult/frustrating/non-productive? 

· How can the organization gather and make better use of the views and experience of its people? 

· Aside from the reason(s) you are leaving, how strongly were you attracted to committing to a long and developing career with us? 

· What can the organization do to retain its best people (and not lose any more like you)? 

· Have you anything to say about your treatment from a discrimination or harassment perspective? 

· Would you consider working again for us if the situation were right? 

· Are you happy to say where you are going (if you have decided)? 

· What particularly is it about them that makes you want to join them? 

· What, importantly, are they offering that we are not? 

· (If appropriate:) Could you be persuaded to renegotiate/stay/discuss the possibility of staying? 

· Can we be of any particular help to you in this move/deciding what to do next (we can't promise anything obviously)? 

And, to address opportunities for knowledge-transfer prior to departure, possibly in advance of exit interview:

KNOWLEDGE TRANSFER QUESTIONS

Start thinking about using these questions when the employee and the organization knows that the employee will be leaving. Don't leave these questions until the exit interview.
· How might we benefit from your knowledge, experience, introductions to your contacts, etc., prior to your departure? 

· Would you be happy to take part in a briefing meeting with managers/replacements/successor/colleagues so that we can benefit from your knowledge and experience, prior to your leaving? 

· What can we do to enable you to pass on as much of your knowledge and experience as possible to your replacement/successor prior to your departure? 

· How and when would you prefer to pass on your knowledge to your successor? 

· I realise that you'll not be happy with the situation surrounding your departure, however we would really appreciate it if you could help us to understand some of the important things you've been working on - how might we agree for this knowledge to be transferred? 

· We'd be grateful for you to introduce (name of successor) to your key contacts before you go - are you happy to help with this? 

	Exit Interview Form in Banking Sector

	 

	 
Employee Name
______________________
Termination Date
______________________
 
 
 
 
Employee ID #
______________________
Eligible for Rehire         [   ]  Yes
[   ]  No 
 
 
 
 
Job Title
______________________
 
 
 

	 

	Reason for Termination 
 
Voluntary
Involuntary
 
 
 
 
[   ]
Another Position
[   ]
Attendance
[   ]
Personal Reasons
[   ]
Violation of Company Policy
[   ]
Relocation
[   ]
Lay Off
[   ]
Retirement
[   ]
Reorganization
[   ]
Return to School
[   ]
Position Eliminated
[   ]
Other_______________
[   ]
Other_______________
 
 
 
 


	Employee Comments:
 
 
 


	 

	Interviewer Comments:
 
 
 
 


	 

	Employee's Signature
____________________
Date:
____________________
Interviewer's Signature
____________________
 
 
 
 
 
 



 

	Questionnaire 

	 

	1. What are your primary reasons for leaving?

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	2. What did you find most satisfying about your job?

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	3. What did you find most frustrating about your job?

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	4. Were there any company policies or procedures that made your work more difficult?

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	5. Would you consider returning to this company in the future?

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	6. Would you recommend this company to a friend as a good place to work?

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	7. Is there anything the company could have done to prevent you from leaving?

	_______________________________________________________________________

	 

	_______________________________________________________________________

	 

	_______________________________________________________________________


PAGE  
3
Vidyalankar Institute of Technology

